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Abstract
The emphasis laid on the ‘power of the teacher’ in the National Education Policy (2020) highlights
that teachers are, and will continue to be, the mainstay of the educational system. However,
attracting top graduates into the profession, retaining them and continuously improving
competencies of in-service teachers has been a challenge world-wide. The NEP recognises
‘continuous teacher development’ as being crucial to achieving high quality education for all.
Sporadic, non-contextualized and ‘mandatory’ professional development courses and trainings for
teachers have, historically, had little or no effect on either teacher competencies or student learning
outcomes. In this paper, we present proof of concept of a sustainable, systematic approach to
teacher professional development. We show, through data collected over five years, that
competencies-linked career opportunities and incentives are prime motivators for teachers to invest
in self-directed, continual professional development.

About CENTA®
Centre for Teacher Accreditation (CENTA®) is making teaching an aspirational profession by
assessing and certifying the competencies of teachers, connecting them to career opportunities,
rewards and recognition, and supporting their professional development. CENTA® equally helps
schools and systems attract, develop, grow and retain great teachers. This leads to a virtuous
cycle where many more teachers are motivated to improve their competencies and aspiring
teachers see this as a valid career option – therefore fundamentally improving the quality of
education. Based in India, CENTA® is a Registered Certification Trademark in its home country and is
rapidly getting international recognition.
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1. Purpose of this white-paper
To present a sustainable model for teacher-led improvement in quality of education, using
experiences from Centre for Teacher Accreditation (CENTA) as a case study. In particular, the model
focuses on establishing teaching as an aspirational profession through competency-linked career
growth and incentives, which leads to ‘demand’ for continuous professional development from
teachers.

2. Context
It is well-established by now that teachers have a significant impact on students’ learning outcomes1
and their life beyond school. Investigations in most countries show that teacher recruitment and
training is the weakest link in the educational chain 2.
These two elements now come into sharper relief as technology (and remote learning/teaching)
continues to become an increasingly influential aspect of the present-day education system. Even
when technology is seen as a key contributor to aid learning, it is clear that teachers still have a critical
role to play. Teachers’ role may change from the traditional direct instructor to those who facilitate
learning depending upon students’ context. However, despite the technological advancements and
the novel modalities of delivery they may provide, teachers will not be rendered redundant. This has
become clearer in the current situation with the pandemic making remote learning/teaching a default
rather than an option.
The move to remote/online teaching has made teachers and their teaching visible to parents in a
manner that had never been possible before. Parents can now appreciate how challenging a teacher’s
role is by experiencing it first-hand and in real-time. The fact that even with the same technology and
the same lesson plan, a more competent teacher can have a much larger impact on students’
learning outcomes3 is gaining greater appreciation.

Why should a teacher want to be more competent
Many teachers are driven by the nobility of the profession and the difference they make in the lives
of their students. But for a vast majority, there does not seem to be a motivation/incentive to be
competent - there is very limited or no reward/recognition for effort they may put into becoming
competent educators.
Consequently, teachers may not be motivated to learn and grow and invest in their own professional
development. In most cases, there’s an institutional ‘push’ or a ‘mandate’ to undergo professional
development courses/training/seminars/workshops that teachers do not see any value in and hence
competency improvement efforts become un-sustainable.

1

https://www.mckinsey.com/industries/public-and-social-sector/our-insights/attracting-and-retaining-top-talent-in-us-teaching#
https://www.ets.org/Media/Research/pdf/RR-01-19-Wenglinsky.pdf
3 http://www.oecd.org/education/ceri/Background_document_to_Symposium_ITEL-FINAL.pdf
2
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3. Theory of Change
If teachers are rewarded and recognized for their competencies in a tangible manner through
appropriate career progression and growth opportunities, they would be self-motivated to
learn and improve, thus creating a ‘pull’ or ‘demand’ for professional development. This
would help in continually improving the teacher competencies and, consequently, lead to a
positive impact on the quality of education.
A survey conducted by CENTA® in 2019 which received more than 12650+ teacher responses
corroborates the above:

Graph 1: Competency based
career progression
Highest % of respondents prefer
their salaries and promotion to be
linked to their competencies.

Graph 2: Multiple career paths
Highest % of respondents are keen
to remain in teaching, with
competency-based salary
differential.

Graph 3: Teachers prefer selfdriven CPD
Respondents would like CPD to be
self-driven and supported through
short, modular online courses
from independent organizations.

Combining this evidence with the direction which NEP (2020) has taken on these aspects, it is
apparent that focus on teacher competencies and linking them to tangible career benefits can go a
long way in restoring the ‘high respect and status’ of the profession and help teaching emerge as
an aspirational career choice.
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4. Enablers and proof of concept for the Theory of Change
One of the ways to test this ‘Theory of Change’ involves the following four-pronged approach:
1.
2.
3.
4.

A comprehensive teaching competencies framework
Reliable testing and certification of teachers on the most important competencies
A range of career opportunities for certified teachers
Personalized, self-paced training options mapped to the competencies

CENTA® (Centre for Teacher Accreditation) was set-up in 2015 based on the
conviction in suitability and sustainability of the above Theory of Change and has
been able to establish a robust proof of concept in the last five years.

In next few sections, we would leverage CENTA as a case study to elaborate on this approach.

A comprehensive teaching competencies framework
A well-defined competency framework helps teachers understand what competencies are expected
from them as they gain experience and evolve in their role. This competency framework in itself
should evolve continually to remain contextual and relevant to the times and a teacher’s role.
CENTA® Standards4, which was developed in 2015 (and has undergone iterations since), is a
competency framework produced after considering several international teaching standards as well
as inputs from teachers, principals and teacher educators. The CENTA Standards focus on three
types of competencies: (A) Technical Competencies; (B) Professional Competencies and (C) Core
Competencies, in addition to Mindsets.

Graph 4: Snapshot of CENTA Standards

4

https://centa.org/about/centa-standards/
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Some examples of international teaching competencies frameworks are listed here Professional Standards for Teachers, Australia5
 State of Illinois, US has linked ongoing Professional Development to keeping teaching
licence6
 National Board for Professional Teaching Standards7
 The Singapore teaching practice 8
National Education Policy (2020) also recognizes the need for such a framework for the country and
the National Professional Standards for Teachers (NPST) is planned to be formulated by 2022:“…a
common guiding set of National Professional Standards for Teachers (NPST) will be developed by
2022, by the National Council for Teacher Education… The standards would cover expectations of the
role of the teacher at different levels of expertise/ rank, and the competencies required for that rank.
It will also comprise standards for performance appraisal, for each rank, that would be carried out on
a periodic basis.” (Clause 5.20)

Reliable testing and certification of teachers on the most important competencies
It is critical to be able to assess teachers’ competencies as per the Competency Framework in a
reliable and objective manner. Teachers who demonstrate competencies as per defined benchmarks
should be ‘certified’, to help them distinguish and establish themselves as competent teachers. One
way to do this is for teachers to get ‘Certified’ through independent organizations which are
‘accredited’ for this purpose.
CENTA® - a registered Certification trademark in nationally benchmarked scores to facilitate
India - has been conducting high-stakes reliable teacher recruitment) and CENTA® Microassessments for teachers for the last five years. Credentials (which are a hallmark of excellence
and are in-depth assessment of competencies).
These assessments are rooted in CENTA®
Standards and more than 30,000 teachers have
participated in these assessments, which include
CENTA® Teaching Professionals’ Olympiad (an
annual competition for teachers), CENTA®
Teaching Quotient (a test which provides
“As teachers, we constantly encourage our students to never fight shy of taking up a challenge, so how could we not
take up the challenge of being assessed ourselves? I made it compulsory for all my core subject teachers to take the
TPO. The TPO proved to be an effective assessment tool and even made me wish I was more involved in teaching than
in administration!” – A Principal, CENTA TPO Rank holder

Mitra Som Saha
5

https://www.aitsl.edu.au/docs/default-source/national-policy-framework/australian-professional-standards-forRegional Topper for North-East Region, CENTA Teaching Professionals’ Olympiad (TPO)
teachers.pdf?sfvrsn=5800f33c_64
6
https://k12teacherstaffdevelopment.com/tlb/select-your-state-below-to-get-started/illinois/

Principal, St. Vivekananda English Academy, Guwahati

7

Nbpts.org

8

https://www.moe.gov.sg/about/singapore-teaching-practice
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Insights from CENTA® TPO9, in which more than 30000 teachers have participated across last
5 years:

Graph 5: Significant gap
in subject knowledge,
conceptual
understanding as well as
ability to apply concepts.

Graph 6: Knowledge of
pedagogical practices is
good. Application needs
improvement.

NEP 2020 also mentions in clause 5.4 that “Teacher Eligibility Tests (TETs) will be strengthened to
better test material correlated to being outstanding teachers, both in terms of content and
pedagogy. The TETs will also be extended to cover teachers across all stages (Foundational,
Preparatory, Middle and Secondary) of school education. For subject teachers, suitable TET or NTA
test scores in the corresponding subjects will also be taken into account for recruitment.”

A range of career opportunities for certified teachers
The most crucial step in this cycle is to connect the ‘competent’ teachers, as identified in the
previous step, to appropriate opportunities. These opportunities should be linked to teachers’
competencies as well as their interests.
Consider the historical practice of ‘promotion’ that involves teachers from elementary grades getting
to teach ‘higher’ grades/‘board’ classes. This kind of vertical movement disregards teacher
competencies that these distinct sets of students and contexts (subject expertise, students’ age and
interests, teachers’ interests and abilities) require.10

9

TPO assessments are self-motivated, voluntary participants from across the country and covering all segments of schools and
demographics.
10
NEP 2020 mentions: “There will be parity in-service conditions across all stages of school education. The approach will be to ensure that
growth in one's career (in terms of tenure, promotions, salary increases, etc.) is available to teachers within a single scho ol stage (i.e.,
Foundational, Preparatory, Middle, or Secondary), and that there is no career progression-related incentive to move from being teachers
in early stages to later stages or vice versa (though such career moves across stages will be allowed, provided the teacher has the desire
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Also, absence of multiple career paths forces teachers to think that getting a management role is
one among a limited few viable options, even though this may not necessarily be aligned to their
strengths and motivations. A great example of how systems can be designed to encourage teachers
to pursue a variety of career paths and to support them in doing so can be found in the Ministry of
Education, Singapore approach to teacher professional development.11
CENTA® has been able to create a platform to provide teachers with a range of career opportunities;
Thousands of schools across India (+ some in UAE, etc.) value CENTA in recruiting, promotion, etc.
Example 1:
The Government of Andhra Pradesh formulated merit-based selection process for 3500
quality-related roles (Resource Persons, DIET faculty, E-cell members for Diksha, etc.).
CENTA® was roped in to develop an appropriate assessment for competency-based selection.
12,000+ teachers enlisted for this assessment on a voluntary basis for the selection process.
Example 2:
A large pan-India school chain supported its Vice Principals to undertake CENTA®
Certification and leveraged this as an input in the promotion process. This made the selection
process objective as well as encouraged teachers who were keen to get promoted to ‘invest’
in their professional development by taking-up suitable training courses.
Example 3:
CENTA® TPO, a unique annual competition for teaching professionals, attracts a large number
of participants by the ‘pull’ of great incentives:
 Cash Awards by CENTA® TPO Sponsors
 Access to premium professional development opportunities
 Recognition through profiling in various national and regional media
 Access to coveted global/ national conferences
 Salary hikes/one-time bonuses by employers
 Job opportunities
CENTA has been able to alleviate teachers’ concerns of being judged for their performance in
assessments by making the performance scorecards confidential and accessible only to the
teachers. Hence, this also serves as a good input for self-driven professional development.
“My prizes and my ranks look great on my resume, and I'm really excited that I have already applied for teaching jobs
in UAE where CENTA Certification and TPO is recognized.” - A CENTA TPO Rank holder
“Not only did CENTA connect me with a great opportunity at a reputed school like GEMS, but they also helped bolster
my application with the CENTA Micro-Credential.” – A CENTA TPO Rank holder in multiple editions and a CENTA
Certified teacher
Nandini Shah
Subject Topper- Middle School English, CENTA Teaching Professionals’ Olympiad (TPO) 2017 CENTA TPO Rank holder
Manoj Pillai
Top rank holder in multiple editions of TPO” - A TPO Rank holder

Mitra
Som Saha
and
qualifications
for such a move). This is to support the fact that all stages of school education will require the highest-quality teachers,
and no stage will be considered more important than any other.” (Clause 5.18)
11 Regional Topper for North-East Region, CENTA Teaching Professionals’ Olympiad (TPO) 2017
. (https://beta.moe.gov.sg/careers/become-teachers/pri-sec-jc-ci/professional-development/)
Nandini Shah
10Principal,
| Page St. Vivekananda English Academy, Guwahati
Subject Topper- Middle School English, CENTA Teaching Professionals’ Olympiad (TPO) 2017 CENTA TPO Rank holder

Personalized, self-paced training options mapped to competencies
Linkage of competencies with tangible career benefits is a great motivator for focusing on
competency development, which is what all professional development initiatives should focus on.
NEP 2020 mentions in clause 5.15: “To ensure that every teacher has the flexibility to optimise their
own development as teachers, a modular approach to continuous teacher development will be
adopted. Developmental opportunities, in the form of local, state, national, and international
teaching, and subject workshops, as well as online teacher development modules, will be available to
all teachers so that each teacher may choose what is most useful for their own development.
Platforms (especially online platforms) will be developed so that teachers may share ideas and best
practices. Each teacher will be expected to participate in, say, 50 hours of CPD opportunities every
year for their own professional development, driven by their own needs and choice.”
These 50 hours envisaged by NEP should be on ‘acceptable’ CPD courses – i.e. those which meet a
certain quality standard and are mapped to competencies. Teachers should be able to choose the
competencies they want to focus on.
Curated courses can be provided through DIKSHA (based on Diksha review of the courses) as well as
Registered Certification organizations (based on certification by these registered organizations). The
‘hours’ obtained should be stored in an encrypted digital manner with inter-operability across
platforms.
MyCENTA- a community of more than 1,60,000 teachers and counting (mainly from India and
a minority of international teachers) allows teachers to choose professional development
courses from a wide range of available options. Teachers receive a ‘record’ of their
professional development hours.
“Taking CENTA's Teaching Quotient was a wonderful experience for me. Through the process I got a lot to learn. I took
this test to know more about me (where to improve) as a teacher. I am very happy with my TQ score. Every teacher
must take this test as it helps to know about teaching competencies.”- CENTA TPO Rank holder and CENTA TQ
participant

Manoj Pillai If

the above 4 enablers are put in place at national scale, we
likely
to see
a virtuous
Top rank holderare
in multiple
editions
of TPO”
- A TPO Rankcycle
holder – a large population of
teachers is motivated to improve; aspiring teachers see this as
a valid career option – therefore improving the quality of
education in a fundamental, sustained, market-driven
Nandini Shah
manner.

Subject Topper- Middle School English, CENTA Teaching Professionals’ Olympiad (TPO) 2017 CENTA TPO Rank holder

Mitra Som Saha
Regional Topper for North-East Region, CENTA Teaching Professionals’ Olympiad (TPO) 2017
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